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12 1954
The Director, 0ffice of Training 1R 2 JUN 185

Chief, Management {taff, DI/a

Interim Report re: Management Survey of Gffice of Training

PROGBLEM;

To study the orgenisation, functions and operations of the 0ffice of Train-
ing and recommend corrective measures which will reduce the present ad-
ministrative demands upon the Director.

ASSUFPTIONS:

This survey teem assumes the privilege of identifying and delinesting
problem areas, arriving st conclusions based on the facts and situations
disclosed during the survey, and of propounding corrective recommenda-
tions, vithout regard to the fact that other elements of the Agency
have surveyed the Cffice of Training and arrived at findings which may
or may not sgree with the recommendatione of this survey. '

FACTS BEARING ON THe PROBLEM:

A prelinminary study of the Office of Training, including s conference
with the Chlef of cach element snd staff in the organization, indicates
that the problems of OTR can not be satisfactorily resolved until the
erganization of the Office is readjusted and its training and support
slements regroupsd in a menner permitting the delineation of fields of
interest, placement of responsivility, and dalegation of authority to
sach echelon,

This imterim report is submitted to present this situstion, with a recom-
mended solution, the Director of Training for his concurrence before
going further into a detailed study of the internal organisation, func~
tions, responsibilities, authorities and steffing within each individusl

olement of the Office.

Discuesrions, tonclusions end recommendations in this report are restricted
to the question of over-all OTR organisation, channels of command, fields
of responsibility, obvious locations for delegation of authority, redis-
tribution of courses to conform to fields of interest, and the disposi-
tion of certain of the present Staff elements of OTH.

Certain subjects, common to manegement studies and pertinent in this in-

stance, are not included in this prelimi report, A non-concurrence
of n/OTR in the proposed basic organfza&ennl gd Justment may msterially
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slter the scope and extent of further work recuired from the survey team
and sould effect the possibility of solutlons to probleme, Exerples of

subjects to be considered in the second phase of ths survey are:

(1) Punctions snd Responsidilities of elements, steffs snd individuals.

{2) staffing requirements and petterns. |

{3) nelegations of aﬁihority to Nivisions, £choels end ipdividuals.

(L) Channels of command, direction, staff guldance and lisison.

{5) Internal procedures and controls.

(6) Internsl cocrdination.

(7) Clarificstion of OTR responsibilities and suthority concerning over-
geas training, courses conductoed elsavhere in the Apgency, etc.

(8

(9) Matters concerning epace equipment, support, etc.

(10) Clsrification of relationships where cooperation, correlation or coor-
dinmation with other igency elements 1s necessary.

(11) mudgetary-fiscal controle to assure that p/oTh 1w adecustely protec-
ted in his responsibility for the expenditure of CTh funds.

{12} Other problem aress disclosed by the aurvey.
L, CIBCUBSICH:

8. The findings of this report sre based on, (1) reporte of previcus surveys
sonducted in O™R, (2) the present organizstion and functicns of the
office, (3) historical material made availsble by the rxecutive Officer,
(L) the subjects snd eontent of courses and programs now cffered, snd
(5) conferences with the Chief of each major CTR component amd staff.

b. The Office of Treining is of such size and complexity as to recuire a
clearly defined secondary command structure, and sdeguate definition of
the responsibilities snd suthorities of the gsecond and third levels of
scmmand, in order to provide for normel day to day operations without the
stiention of the Iirector. The present orgenizational structure reflisots
twalve (12) operational und staff elements, plus the three (3} elements

25X1A | | plus & Deputy and an Executive Officer, who heve direct
access to the T on any or all matters. Discussion with Division
Chiefs reveals a uniform belief thet sach ie responsibis directly tc the
.z-
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Director and cech evidently fesls that he has unlimited access %0 the
Director on sny phsse of his operation. This condition speaks well for
ths personal reletionshipe existing within the Cffice; it is elso evidemt
that it crestes an unbearsble demand upon the Director and permits too
1ittle time Por the major considerations of the Office. .

The Deputy I'irector considers his responsibility to be mainly in the

phases of the operation, primarily with the Clandestine Services
(Covert) type of iraining. He is concarned with the selection, recruit-
ing and qualificstion of instructors. Full responsidiliyy and esuthority
for the training phase of the mission do not, however, sppear to be vented
in the Deputy, nor is there sny evidence that problems brought to the
Deputy sre not also tsken cirectly to the Director,

the Executive Officer considers his primary responsibility to be in the
sdministrative and support aspects of the operation, beth in headquarters
snd the Training Center. As in the cese of the T'eputy, there appears to
be no grant of full suthority. There is evidence that many of the normsl
prodlens in these fielde arc taken directly to the Director.

The present orgenizstion reflects two Staff slements and two slements
called Staffs which sctually sre mis-named. The last two elements are
. ces® rather than "staffs™ in the ususlly accepted meesning of the
tarm.

(1) Flans end Resesrch ©taff, though not attached directly to the Office
of the Direstor, purports to have one element which serves in such
capacity. Arnother element performs staff functione pertinent to the
oparstion of the training side of the office.

(2) The Assessment and Evaluation rtaff, by the nature of ite funcilons
and respensivilities, has a combination of the characteristics of a
staff elsment and a support element. This element, through its
Assessment Branch, sxpends a very considersble amount of time in
placement eveluations for other components of the Agency.

{3) The titles pdministrative Staff and Instructional Services Staff
present 8 loose application of the tars. These elements and their
componente sre sctive support groups. It is belleved that their re-
lstionship to the Cffice can be correctly reflected by identifying
them as support elements. Their internsl organisation appears to
praperly centralize those administrative and support functions which
gre necessary to the operstion of CTR. Certain questions concerning
functions, scops of responsibility, suthority, appropriste titles,
sto., can be resolved as the survey is sxtended to i%ts second phase,
Discussion with the chiefs of these nente discloses that they,
a5 well as certain leaders and personnel of the sub-units, reperi
directly o the Iirector on mary matters.

3=
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f. The present organizstion of the ~ffice shows aight training divisions

Ee

h.

directly romponsible to the Tirector. They are:
{1) Intslligence Training

{2) Mapagement Training

{3) Langusge Treining

(k) Resic Training

{5) Specialized Training

(6) Orientation end Briefing

{7) Junior 0fficer Training

(8) Project Training

¥he first five divisions, 1 thru S sbove, develop snd conduct scheduled
courses at headguarters. The last thrse divieloms, é thru B above,
differ in mission and ocperation from the others since they {1) performn
or administer orlentations snd briefings representing the Agency more
than OTR; (2) econduct off-campus tutoring and {3) supervise gspecialized
on~the-job cereer development, none of which involve formaligzed on-
campus courses,

fhe five traiming divisions, peragraph f-1 thru S sbove, are a consolida-
tion from a former set-up in the Office which provided duplicete instruc~
tional facilities for the training of personnel from the so-called OVIRT
and COVIRT slements of the Agency. The present structure doss not permit
elear delinestion to divisions concerning their fields of interest and
sxtent of subject coverage in sdminiatrative, orientation, intelligence,
and other flelds. Tiscussions with the Chiefe of these divigions indi-
oates & simllarity ip courses, both in titles and subject matter, par-
ticularly in the basic or elementary phases, which appears to be an unnec-
eseary duplication. It oleo appears that, where two or more divisions
are offering courses in the same or similar ficlde, one division chief

is only sware in a general sense of the content of similar courses offered
in other divisions. This condition could result in duplication in the
mmber ané content of coureses beyond that which might be justified in

the interest of corpertmentslization.

The present Orientation and Briefing Tivision is exscily what it's name
inplies. It i3 not in the same category with the strictly training
divisions. Orientations conducted by the Division are for all Agency
empluyess, including personnel from outeide the Agency in many instances.
It appears that such sesslons are in the naturs of Agency "personnel or
public relations®, rather than training as conducted ty the Office of
fraining. Briefings are also given to high Jevel officials of the U.C.
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and other governments in which the T'ivision is representing the 1CI,
IICI or one or more of the PI''s. The ssme iz trus of presentations made
to outside groups in other govermmental, quasi-offieisl snd private
sgenciss, much of which is strictly Agency public relations end has
1ittle cormection with the mission of the Office of Training.

The Junior Officer “raining "ivision consists of s staff of three 07R
personnel whose function is in the nature of specialized career mansge-
ment for a corps of prospective careerists. Ko formalized courses are
involved. The program consists of the selectlion of promising candidetes
and the supervision of their placement snd on-the-job tralning. I3 1
appears thet this element covld be justified in the Training Office, the
Agency Personnel complex, or of the Agency Career tervice ﬁsm, with

sound argumente for each, The Nivieion carries ninety eivilian and

[ tlitary slots for the ' careeriste while in an on-The-Jjob tralning
status., These slots are non-productive to OTR, since JOT's sre not &
pert of the working stsff of the Office.

The Project Training Division 1z ectually conducting & highly covert iu-
toring service and is not comparsble to the other training divisione.
Tutoring is on a strictly personsl besis, is all carried on off-campus,
and formalized presentations sre usually precluded.

[ 1

———1

There will be problems in the internal organisation of the proposed stafls
and divisions concerning staffing adjustments, procedures, the develop-
pent of statements of respensibility and suthority, and the laying on of
iines of command, after the besic pstlern of the Office is approved.
Thess problems will be resolved in the second phase of the survey as it
is extended into the divisions and branches,

The Office of Treining is facsd vith a nusber of problems in ite rela-
tionship to other components of the Agency and in pattere of overall
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Agency training policy. Kany of these have been the subject of previous
study, conferences and memorandums. ™is survey gives priority to the
intarnal probleme of OTR. When these are resolved, recommendetions con-

extensions to Agency training policy and clarificstions in 918
external relationships csn be developed. Some problems 1n thig category
are:

(1) The furnishing of apprepriste personmel by n/P, DL/T and ID/A as
studants for courses which have been requasted.

(2} The obtaining of quelified instructor personnel from the operating
eopponents, either on rotationm to TR or for epecial assignments,
where experience and technical know-how are required.

(3} The need for Agency policy and procedure which will assure a nore
wniform student load.

(k) The need for a device in the claseification process which would per-
mit the rotation of qualified operating persomnsl to OTR Tin grade”
and a carcer plan ¢ assure thelr orderly rseturn to the operating
field upon completion of their OTR tour.

(5) The need for Agency policy concerning the extent of training which
should be required of new employees befors entry on any active aselgn~
ment and/or before movement oversess.

{6) The need for clarificetion concerning the scope of responsibility
and suthority which should be vested in OTH in connaction with or-
ganized trsining conducted by other components of the ipency in
headquarters and overseas.

CONCLUBIONS

ohe 0ffice of Training is performing a alsslion somevhst comparable to a
gollege or university snd ite organizational patlern and functional dis~
sribution should conform to an acedemic type structure.

The problem of orgsnizetional structure snd concept within the 0ffice of
Training is considered to be of primary importance. {Ipon the resolutlon
of this question depends the solution %o many of the internal snd ex-
ternal problems of the Gffice, With the proposed structurs and concept
spproved by the Lirector of Training, the survey csn proceed.

The present structure of OTR does not provide an adequals secondary level
of command. Twelve {12) headquerters staff and tralning elements, plus
) Idrector and en Ixecutive O0fficer, report directly to the E‘ﬁactcm
WWW Iocated in
the Executive Office for the administrative and support phases and in
o
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the Office of the Tsputy Director for certaln phases of the training
operation. However, M scussion with the chiefs of the divisions and
staffs reveals thai they consider themsslves to be directly responsible
&e the Director and that they, and in many cases their subordinsies,
mpy contact the Nirector personally on any matters, vhether %this situa~
tion results from necessity or design is beside the point. It indicates
sn excellent relationship between the Dirsctor ané his prineipals btut
4t oreates an unbearsble demand upon the Tirector.

he Office of Training falls into three loglcal organizationmal groups;
namely, the training groups, the sdministrative and support elements,
and the assessment end evaluation activity. The need for limited
staff support is indicated and will be discussed sepsrately.

The fislde of intersst in training, the courses oftered, and the respon-
sibilities for off-campus training, lend themselves to logical groupings.
»schoola® can be organized and their responsivilities, interests snd
authorities clesrly delineated, and thus permitting 2 logical grouping
of like subjects and like activities. The present organizstlon, a com-
promise fros a former structure shich had duplicating elements serving
the covert and overt requirements, does not entirely eliminste duplica-
ticn in coursee and eubject matter. Compartmentalizstion and presenta-
adon of covert material can be sccomplished under the proposed "school®
organisation through the arrangement of courses, offering basic
ard intermediate courses of inmterest to all personnel and scvan
sourses for specialized persomnel.

The present Adninistrative staff and the Instructional Services steff,
with some minor reslignment of functions and emphagis, sppear to be ade-
quats and necessary. The activity of these elemants should be the
direct responsibility of the Executive Officer.

The pressnt Assessment and Eveluation Staff should be continued approxi-
nately es-is but should be paflectsd in the orgsnisation in such a man-
per that its relstion to the Tirector and to the training and support
slemants is clear. This element functions in an advisory cspscity to the
Director and to the training components; it has neither command nor
eperaticnal responsitility. The assessment sctivity also provides ser-
wics to other Agency components, mainly pr/P, and this fact should be
recognized when evaluating the total oumber of T/0 positions charged o
the Office of Training.

The propesed concept of organizstional structure for OTR recognizes 8
pesd for a small but highly qualified staff element, having a very
specific mission.

*he Orientation and Briefing Division is primerily en Agency personnal

and publie relstions element, having only a minor relationship to the
aission of the Cffice of Training. It cperates in very close relation

"
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with the ICI, the UICT and the I1's. In most of its asctivities it ie
directly representing the Agency or the iCI or his principal subordinate
officials. The element would be more properly located if it were attached
a5 a epecialized staff to the LICI. :

Jo OTR i= responsible for several types of off-campus training, e.g., the
JOT Program, specialized tutoring of covert agents and foreigners and
training authorized ot outside agencies and public institutions. 7These
activities require relatively smell starffs to supervise each program,
and they should be assigned to major elements having & common field of
interest. Thelr present divisional status iz not Justified.

k.

1. The propcsed T/0 for the uffice of Treining is misleading, without evalua~
tion, btecause it includes positions which are not actually necessary in
a strictly training organization. The following are examples:

Career Levelopment Slots 25X1A
GUrientation and Priefing Iivision
J0T Trainee Slots - Civilien

(1) The[ Jare a reserve pool to be used in the rotation of in-
structor personnel and for certain off-campus training.

(2) The Orientstion end Briefing Uivision activities, discussed ¢lse~
where, sre only related to CTR activities in a very general way,

-f-
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(3) The JOT Tralnee slots are completely non-productive insofsr ee the
0ffice of Training is concerncd, since trainees occupylng these glots
are performing in an on-the-3ob status in the operating components
of the Agency.

m., This survay of the Uffice of Training should be conducted in the following
logical stages, with interim reports to the Tdrector uwpon the completion
of each phase or as requested:

{1) £tudy end recomnendations concerning the over-all organlzation of the
O0ffice; lines of comwand, responsibtility and sutheority; fields of
interest; missions snd functions of major elementa.

{2) Study and recormmendations concerring the internal organization of
osch major srd wminor element; exaect delineaiion of Plelds of interest,
functions, procedurcs, reporting systems, etc.; outlining linee of

- sathority, coordinstion and responsibllity; resclution of problem
areaz; Justification of 7/0's, ete.

(3) Tdentification of ffice of Training problems in its relstionships
with the igency a8 a whole or with other Agency components, such as;

{a) Need for firm policy concerning responsibility for supervision
of overseas training, training conducted by other components,
firm requirements regsrding preparatory training for a1l overssas
personnel, ete.,

{b) Need for firm policy concerning the rotation of qualified instruc~
tor perscnnel betweon the operating corponenis and OTR, with ade~
quste sdministrative devices to provide for "grade" differentials
and slots,.

{¢) Improvement in the syetem for determining training requirementes,
providing of sn sdequate, appropriate and qualified student

body, elc. '
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